Abstract
Introduction
environment where recruitment and service reimbursement issues are significant challenges. This research, using a nationally representative sample of 450 privately funded substance abuse treatment centers, models the effects of specific types of service diversification on the odds of center closure during an 8-year period.
Studies focused on the adoption of innovations have considered how this form of adaptation improves organizational outcomes such as performance and survival. 2,3 Underpinning this literature is an assumption that organizational change is necessary to improve performance with those performance gains ensuring organizational survival. Entrepreneurial orientations are particularly important for small organizations that are attempting to survive in turbulent environments) The literature on management strategy has further elucidated how organizational change, including diversification of products and/or services, can enhance performance. 4 These performance gains are particularly likely, according to this theoretical approach, when the forms of diversification build upon existing competencies. In other words, there are likely more benefits to expanding in directions that share some similarities to existing products and services. 5
Other research suggests that the correspondence between the organization's existing markets and the innovations being developed influences a firm's survival or failure. Christensen found that organizations whose innovations were geared toward meeting the demands of existing customers were more susceptible to failure through obsolescence, whereas firms that developed "disruptive innovations" targeting emerging new customer markets were more likely to survive. 6 The choice between maintaining traditional operations and intentionally engaging in disruptive innovation is what Christensen aptly terms the "innovator's dilemma." Indeed, scholars who ascribe to an organizational ecology framework not only argue that organizations are slow and resistant to change but also that change can be so disruptive to the organization's operations that it poses a threat to its survival. 7,8
The topic of organizational change is particularly relevant for substance abuse treatment centers. In particular, there has been widespread concern about the failure of treatment centers to adopt evidence-based treatment practices, such as new medications and innovative counseling techniques, 9 suggesting support for ecologists' claims about organizational inertia. Some investigators have examined the organizational processes that result in the adoption of treatment innovations. ~°-~3 However, this focus on specific evidence-based treatment innovations has meant that less attention has been paid to other changes in service delivery and how those changes, particularly with regard to specific types of service diversification, may be associated with organizational outcomes such as survival.
Private Substance Abuse Treatment: Environmental Pressures and Adaptive Strategies
The significance of service diversification needs to be placed in historical context. The private substance abuse treatment system emerged in the 1970s in response to government-sponsored initiatives to increase availability of treatment and to encourage substantial insurance coverage for treatment. 14 Private treatment facilities opening as a response to these initiatives were quite isomorphic in terms of structure and services, particularly in terms of adherence to the Minnesota Model of treatment. 15 Programs emphasized 28 days of treatment in an inpatient setting, with much of the treatment occurring in group therapy sessions via 12-step work. During the 1970s and 1980s, the private system experienced considerable growth and the costs of treatment increased. 14 After an initial period of growth, the private substance abuse treatment industry began to face challenges due to broader changes in the healthcare system 14 and the absence of evidence about the singular value of the 28-day inpatient treatment format. 15 The environment surrounding substance abuse treatment centers became increasingly turbulent in the 1980s and 1990s with the emergence of managed care. In response to spiraling healthcare costs generally and ballooning substance abuse
